
Spencers Retail Ltd — Nov 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

The punchline. Read this first — it frames everything below.

Result: Inline One-line: Spencer’s is successfully navigating a high-stakes transition from footprint

rationalization to an omnichannel "Gray Store" model, but stagnant consolidated top-line and heavy interest

costs keep the business in a PBT-loss trap.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs

Guidance
Inline Revenue flat QoQ at ₹445 Cr; Offline EBITDA positive as promised. 🟡

Earnings Quality Low
EBITDA decline from ₹5 Cr (Q1) to -₹0.6 Cr (Q2) driven by ₹7 Cr

drop in Other Income.
🔴

Guidance Confidence Neutral
Reaffirmed offline EBITDA breakeven but admitted consolidated

breakeven is unlikely in FY26.
🟡

Management

Credibility
Strong

High transparency on Jiffy unit economics (₹100/order) and internal

SPSF benchmarking.
🟢

Business Quality

Signal
Stable

Improving throughput (SPSF ₹1,600) offset by online migration drag

and competitive gourmet pressures.
🟡

Key Q&A Exchange
Q#2 — SPSF

targets

Management targets ₹2,000+ SPSF (currently ₹1,600) to unlock

operating leverage.
🟢

The Street's Primary

Anxiety
Debt & Liquidity

Concerns over deleveraging; mgmt. was non-committal on specific

fund-raising timelines.
🔴

Capital Cycle Stage Consolidation
Exiting unprofitable regions; sweating existing assets via

omnichannel.
🟡

Margin Trajectory Stable
Gross margins steady at 27.6%; further expansion unlikely in a

value-driven food market.
🟡

Pricing Power Eroding
Mgmt. admitted to 50bps "price investments" needed to drive top-

line growth.
🔴

FCF Conversion Distorted
Heavy interest burden (₹18 Cr/qtr) absorbs all operating cash;

dependent on RPSG group support.
🔴

Competitive Moat

Signals
Stable

"My Spencer Rewards" (50k members) and "Jiffy" 30-min delivery

are table stakes vs. Quick Commerce.
🟡

Balance Sheet

Strength
Stressed

Interest costs exceed EBITDA; debt levels "continuing" at high

levels (~₹950 Cr).
🔴

Working Capital Improving
Focus on assortment rationalization and specialist supply chain

consultancy to increase turns.
🟢

Mgmt Guidance Track Reliable Followed through on store closures and offline EBITDA positivity. 🟢

Key Vulnerability Interest Burden Finance costs (₹18 Cr) are the primary barrier to PAT positivity. 🔴

Management Tone Cautious
Confident on Jiffy's tech and loyalty traction; realistic about offline

growth headwinds.
🟡

Sentiment: 🟡 Neutral



Key Takeaways: * Positives: Efficiency metrics are improving; Sales Per Square Foot (SPSF) rose to ₹1,600

(vs ₹1,500 in Q1). The "Jiffy" online platform achieved positive unit economics at the order level (Aug/Sep), and

the new loyalty program is driving 5x higher spend among members. * Negatives: Consolidated revenue is

stagnant (₹445 Cr), and Nature’s Basket is facing intense competition from Quick Commerce and gourmet rivals

(FirstClub, Food Square). The debt overhang remains the structural "leaking bucket," with quarterly finance

costs (₹18 Cr) nearly triple the operating EBITDA. * The Street's Main Concern: Analysts are focused on the

"path to PAT." Management clarified that while offline stores will be EBITDA positive, the consolidated entity will

remain in the red due to Jiffy’s growth investments and the interest burden. * Watchpoint: Success of the

membership program in Q3 (festive quarter). Management needs members to drive an 18-25% jump in SPSF to

reach the ₹2,000 threshold required for meaningful deleveraging.

2. BUSINESS PERFORMANCE

2A. KEY METRICS PPT not available — numbers from concall for specific segment splits; PPT used for

consolidated financials.

Metric
Current Qtr

(Q2FY26)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue (₹

Cr)
₹445 ↓ 14% → 0% →

YoY decline due to footprint rationalization; QoQ flat

despite unseasonal rains and GST disruptions.

Gross Margin

(%)
27.6% ↓ 40 bps ↓ 60 bps ↓

Prior context Q1 was 28.2%; mgmt. focus shifting to

Rupee Gross Margin (RGM) over % margin.

EBITDA (₹

Cr)
-₹0.6 ↓ 115% ↓ 112% ↓

Q1 was ₹5 Cr; decline driven by ₹7 Cr lower Other

Income. Core ops are stable.

EBITDA

Margin %
-0.1% ↓ 10 bps ↓ 120 bps ↓

Offline Spencer's is positive; Jiffy (Online) remains a

drag due to scaling investments.

PAT (₹ Cr) -₹37 ↓ 146% ↑ 23% ↑
Losses narrowed from -₹48 Cr (Q1) to -₹37 Cr (Q2)

despite lower EBITDA.

Interest

Coverage
-0.03x ↓ ↓ ↓

Stressed; finance costs of ₹18 Cr far exceed negative

EBITDA.

Net Debt (₹

Cr)
~₹950 → → →

Mgmt. confirmed debt levels are "continuing" at similar

levels as prior periods.

SPSF (₹/sqft) ₹1,600 ↑ 33% ↑ 7% ↑
Significant improvement from ₹1,200 (Q2LY) and

₹1,500 (Q1CY) as footprint optimized.

Online

Orders/Day
8,000 ↑ 23% ↑ 23% ↑

Jiffy scaling toward 10,000 target; AOV steady at

₹750+.

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

YoY

Growth

EBITDA (₹

Cr)
Trend vs Co. Avg Key Development

Spencer’s

Offline
₹376 ↓ YoY ₹13 ↑ Outperforming

6% QoQ growth; 50k members driving

20% of sales.

Nature's

Basket
₹68 ↓ 4% ₹0.2 → Higher Margin

Hit by Quick Commerce and gourmet

competition; app migrated to native Jiffy

tech.

Jiffy (Online) ₹52.5 ↑ 50%+ ~(-₹13.8) ↑ High Growth
30% QoQ growth; achieved positive order-

level unit economics in Aug/Sep.

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category
Management Target /

Claim

Required Run-Rate / Mathematical

Feasibility

Historical

Delivery

Risk

Flag

Guidance Revenue
10,000 orders/day for

Jiffy.

Needs ~25% growth from current 8,000

level; feasible in Q3 festive season.
Delivered Low

Guidance Margins
Offline EBITDA

positive.
Achieved (₹13 Cr for Spencer's Offline). Delivered Low

Guidance SPSF
Reach ₹2,000+ per

sqft.

Needs 25% increase from current ₹1,600;

unlikely without significant market share

gain.

New Target High

Strategy Expansion
No new store additions

for Spencer's.

Focus on "Gray Stores" (fulfillment from

existing retail).
On Track Low

Strategy Deleveraging
Repay ₹140 Cr in FY26

(Prior context).

Interest cost (₹18 Cr/qtr) run-rate suggests

debt is not yet materially reducing.
Mixed High

Macro Demand Buoyancy in Q3.
Historical Q3 is strongest due to WB Puja/

Diwali; 10-15% seasonal uptick expected.
In line Low



4. ANALYST Q&A



Q# Relevance Analyst Theme
Underlying

Concern

Management

Response &

Investment

Implication

Evaded Credibility Verdict

1 5.0
Akhil

(B&K)
Profitability

"Are we

confident that

we should be

kind of

EBITDA

positive for the

full year FY26

at console

level?"

Management

clarified that while

offline will be

positive, Jiffy's

scaling and tech

overheads will

prevent

consolidated

EBITDA positivity in

the near term. This

signals that Quick

Commerce

competition is

forcing a longer-

than-expected

investment cycle for

the group.

None 5.0
Specific and

realistic

2 4.5
Akhil

(B&K)

Growth

Levers

"What kind of

sales per

square feet or

gross margin

level we need

to achieve to

grow our

absolute

EBITDA?"

Management is

targeting ₹2,000+

SPSF by milking

existing stores

rather than

expanding, focusing

on "Rupee Gross

Margin" (RGM) over

percentage margins.

This shifts the

investment focus to

throughput

efficiency rather

than store-count

growth.

None 4.0
Strategic

clarity

3 4.0
Akhil

(B&K)
Optimization

"What would

be some of the

factors where

we think we

can improve

basically in

some of the

relatively less

performing

stores?"

CEO highlighted a

move toward

assortment

rationalization and

specialist supply

chain help to

increase inventory

turns and reduce

DOH. Higher

inventory turns will

be the primary lever

for improving ROCE

and reducing

working capital drag.

None 4.0 Actionable

4 4.0
Parikshit

Gupta
SPSF

"Can you

please help us

with a target...

for sales per

square feet?"

Current SPSF is

₹1,600; target is

₹2,000 in FY26 and

₹2,200-2,300 in

FY27 to achieve

None 4.5
Quantified

targets



Q# Relevance Analyst Theme
Underlying

Concern

Management

Response &

Investment

Implication

Evaded Credibility Verdict

business-level

EBITDA of 2-3%.

Reaching this level

is critical to cover

corporate overheads

and interest costs.

5 5.0
Parikshit

Gupta
Debt

"How are you

planning to

delever the

balance

sheet? Can

you help us

with a 1-year,

2-year plan?"

Management

reiterated that they

will use group

arrangements for

capital but refused

to provide a specific

deleveraging

timeline or fund-

raising detail. The

continued reliance

on debt/group

support remains the

single largest risk to

equity value.

Specific

timeline/

plan

2.0 Evasive

6 4.0
Parikshit

Gupta
Online Loss

"For the online

business, do

we have an

anticipated

investment

number for

H2?"

Jiffy currently loses

~₹3 Cr/month at

<₹20 Cr turnover;

losses drop to ₹1.5

Cr at ₹25 Cr and

break even at ₹30

Cr+ per month. This

provides a clear

"north star" for

monitoring the

quarterly progress of

the online segment.

Exact

H2

budget

4.0
Directionally

clear

PATTERN FLAGS & SENTIMENT * Online vs. Offline Tug-of-War: Analysts repeatedly pressed on the trade-

off between offline profitability and online growth. Management’s posture was realistic—they are prioritizing the

online migration (Jiffy) even at the cost of consolidated EBITDA, acknowledging that consumer behavior has

permanently shifted. * Asset Sweat Efficiency: There is a recurring theme of "doing more with less." Every

growth lever discussed (membership, gray stores, assortment rationalization) is focused on increasing SPSF at

existing locations rather than capex-heavy expansion. * Debt Deflection: Management was noticeably less

specific when questioned on debt repayment versus operational metrics. While they are transparent about the

P&L, the balance sheet remains a "black box" funded by group support, which generates persistent analyst

skepticism.

Analyst Sentiment Verdict: Analysts appear "cautiously satisfied" with the operational turnaround (SPSF

growth and store optimization) but "deeply skeptical" of the long-term capital structure. The friction point is the

consolidated EBITDA breakeven, which management has now effectively pushed beyond FY26. Credibility on

operations is high, but credibility on financial deleveraging is deteriorating.



5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q1FY26) This Quarter (Q2FY26) Direction

Consolidated EBITDA ₹5 Cr -₹0.6 Cr ↓

PBT Loss -₹48 Cr -₹37 Cr ↑ (Narrowed)

SPSF ₹1,500 ₹1,600 ↑

Online Unit Economics Investing stage Positive at order level (Aug/Sep) ↑

Other Income ₹11 Cr ₹4 Cr ↓

Membership Traction 5,000 (NB only) 50,000+ (Consolidated) ↑

Breakeven Guidance Target: Consol FY26 EBITDA +ve Target: Only Offline FY26 +ve ↓ (Walk-back)
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